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T t Deputy Director of Ceiitral Intelligence
SUBJECT : Administration of the Junior Officer Training Division

i. PROBLE™

¥ill the trensfer of the adsinistration of the Junior Gfficer.
Training Division operate to impreve the quality of its produet?

2, PACTE BEARING ON THE PROBLEM

a. The Junior Officer Trainee (JOT) is hired to be trained. e
sccepts employment with that understanding and expectation.

b. First-rate young people will not generally wish to make their
careers with CIi unless their training experiences and permanent place-
ment etimulate their interest and challenge thelr abilities,

¢. The JOT Program has besn dsveloped to identify, select, and
train Junior officers of unusual promise. Upon complation of tailored
training, The Cffice of Training (OTR) recommends their permanent assigne
rent to a position for which each is known %o be wall fitted,

d. All JOT'm have demonstrated unusual ability to profit from
sducational processss.

e. The JOT Division is an integral part of CTR and makes full use
of all the technical facilities» and kmow~how of that (Office.

f. The JOT Program to date 1s the only long~-range personnel treining
in CIas designed to develop competence in a number of skills, such as area
and language knowledge. (“ee Tab D)

2» The establishwent of planned training progreme for JOT'a has
met with increasing support and cooperation from the opsrating offices.

he Demand for the services of JOT's continues to incrssse, and there
has besn no diffieulty in placing a JOT.

i. The tschniques now usaed for study of the individual sre the
products of the experienced educators inm OTR.

Tab 4), but recruiting proeeduroa do not differ markedly from those for
other mecislized personnel (see Tabs B and O). Document’ No.

J. University Consultant-Contacts identify potential JOT's {see \‘ 2 |
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k. The Office of Tralning has m0 interest in maintaining eontrel
over the Junior Officer Traines aftsr he has completed his training, He
then takes on & new career cdesignstion.

3. DISCUT=ION:

&, It is granted that & caze can be meds for the inclusion of the
JOT Divislon in Personnel Irom the standpoint of one arrengement of the
Ageney Orgsnization Chart. Lhatever advanteses might accrue will be of
enly & literal nsture and will pertain omly to theoretical acsministraiive
practices., 5Sut there 1s no evidence thet Personne)l is sufficiently well
equipped either in trained personnel or professional techmiques to carry
out the present and future objectives of the Progzram as well as CTR.

b. If thie proposdl iz & mansuver toc expropriate and contsol the
ninety slotr now aseigned to OTR for the Program, no discussion is neces-
zary. It is noted, however, that in the 195L udget this number was cut
from 150, If, on the cther hand, the proposal arises from a sincere

desire to promote the best interestz of the sgency, discuselon of con-

tinuity in supervieion and the need for educational procedures carried
out by sxperienced educators is central to the problen.

¢. From its inception the Junior Officer Training Program has
selected youns people of unusually hizh ability, Its sucecess has resulied
from identifying each individual's assets to the Agenay, training him in
those capagities for which he shows grestest aptitude, and regommending
permanent apsigmment after evaluating his fitness and desirability for the
Job, together with hiz own interest in it. Techniques specific to the
Cffice of Training have been developed and improved for each phase of the
pProgess.

d¢. Training 1s an educative not an administrative process. Study

. of the evolution of the JOT Program umnistakably leads to the conclusion

that its success has come from Bwwledge and experience in eduoation
rather than in adwinistration. Oathered together in OTH iz a growp of
experisnced edusators who pool their inowledge for the benefit of the
JOT*s. The advances which have besn made in the selection of candidates,
in their szsessment and evaluation, and in the developmant of tailored
training programes are the direot remilts of cooperative effort. Hormal
day-to-day intercourse between thase speciulists existe only because
thess individuals speak a common language, hive comaon objectives, and
work together undar a common ad:inistrative roof. Great emphasis is
plaged on the valus of the integration of sll educational processes.

e. JOT's are employed to bs trained rather than placed immedistely
on a speacific desk with & specifivc career designation. “ince the first
year or = of thelr employment 1s for training, they should be placed
under the juriadiction of experienced supervisors who have made & specialty
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of this work,. Contimuity of sdsinistraiion enhances the value of

thelr preparaiion because it malkes 21l of the speeialized rescurces

ef OTR available for this training. Such a conditlon cannot exist

under divided authority. ‘Mtual understanding anong the members of

the staff provides it with stremgths 1t could not otherwise attain.

The proven benefit derived from such teamwori should not be saorificed
for the gquestlonnble sdvantages of one organisational chart over another.
Know=how it az lmortant for effective training and education as it 1=
izz any forz of intelligence setivity,

f. Effpctive placement of JOT'2 can be made only afber careful
study of thelr gualifications, If we ars to hope thet they will make
thelr careers with CIA, we muzt ehsllenge thelir cspabdlities and satiely
their asbitione, They will not be content with an assigment until they
know from thelr own experience that it offers the opportunitiy they en-
tersd the Azency to enjoy. The JOT Progrem is epecifically szet up to
deal with talsnted young people. Buit this ig mot a coudling program.
It 12 one 4n which the strenztha of these very able employeas are built
up through exaciing exsreise of these already high abilities, 4ill the
elements of the educstionsl procdess are mor:ed to sassure ultimate success.

e In the past two years OTR has identified and gained the coopsrstion
of division, staff, and branch ohlefs who are slacerely interested in lonie
range training, the value of whioh haz been i:rnored too long. The JOT
Prograa is goalning somentun sz shown by the fact that even after the per-
scnael ceiling fresze, the demand for JOT's for substantive offices con-
timues to increass, Recently requests for their services have been made
over & year in advance of their svallabllity., There are now on file nmore
requasts than cen be filled. Many consumer offices {sea Tab D) testify
to the validity of the OTR recommendations for placement. Furthermors,
the JOTis in the newly developed prograss express satisfsction with their
aszigments,

h. ‘ince the problem of ecussting hi hly qualified Individusls is
the Job of the speciuiliet, (TR contends it does and can dp the job better
{han another office which speoisilises in another field.

Le CONCLUTIONSS

a., The administration of this Program belongs under (TR where all
of the rezources of thiz specislised 0ffice can be brou ht to bear in the
developnent of sach individuslt= talents.

be “ince the JOT is hired to be trained snd he acoepts employment
with this understanding, full comtrol of and responmivility for his
trainin; should lie in G?R from the start of hie career,

¢ ‘The integrstion of the Junier Cfficer Trainine Iivision wiih the
Office of Training is fundamental to the success of its ‘rorrem.
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" d. Te separste the JOT DNiviston from TR must change the concept
and operation of the Program, énd to deny the administration of the JOT
Program to OTR would deprive the Pyograa of the advantages which have
nude its Jovelopment mignificant %o the Agenay.

s.‘ The validity of the JOT Pregran as administerec by CTR has been
astablished, Thers i# no evidenoce that the produst of the Program would
be improved by & change in its sdeinistrative control. Therefors, the
best intersate of the Agency would be served by not meking such a change.

S. ACTION RECCMMENTED:

It is vecommended that the Jumlor Offiser Training Division be
continusd on the Table of Organismtien of the Office of Training.

MATTHEW BATIRD
Director of Training
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